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Administrators recognize the conflict between therr leadership role, which
encourages change, and their administrative role, which thrives on' stability, To
determine how an administrator could best foster an atmosphere conducive to
Innovathon, the author reviewed the literature and interviewed selected community
college administrators, From the data, these guideknes were formulated, The
administrator must (1) plan for change, (2) shmulate faculty Into taking inthahve, (3)
involve faculty in planning and implementing innovation, (4) grant released time, (5)
provide funds, (b) emphasize evalualtion of new projects, (7) prowide supportive
equipment and personnel, (8) continue fo support instructors even If their new. 1deas
fall, () require faculty to plan their projects and to submit progress reports, (10)
foster an innovative chmate in the college, and (11) see how the organizational
structure Influences the Innovatve spint, Each college must plan, develop, implement,
and evaluate 1ts own Innovative praciices; for mutual stimulation, 1t should also work
with other colleges where possible, The success of any Innovation will be measured by
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CHAPTER I

INTRODUCTION AND RECOGNITION OF THE PROBLEM -

The "'in" word today is innovation.' Commﬁﬁity golleges are séeking'
to introduce innovative practices in their organizational,'instrucﬁional;
and counséling praétices. Discussion centers around whatcoﬁgtitutesi
1nnovatlon and who shou‘d initiate it.

This concern for innovation aﬁd change can be related to the
l’demands placed on the community collegé by the increasiné.numbexs of
" students seeking a@miSsioﬁ to the colleges. Wifh two years of post

high‘school education a national goal, the.problem looms ever largex.

Cremin's contention that the compulsory education laws forced
- change in education prior to World War I appear related to the'preéent
‘;minflux'of students and the need for innovation in the nation's

‘ fCQmmuniEy colleges. (5) .Medsker Sees not ohly ﬁhe'numbers, buttalso L';_i*

"

‘Y-;",the kindé of programs required;py the inéréased number of students és‘ ?
"VIaﬁéhallenge.

>. . One of the greatest challenges that will cofie to
T the community college administration in the next; five
- years will Be that of determining a suitable program
" for the new types of students who will enroll, to. say
, ’7anbthing of improving the services to the students who
have constituted its c¢lientele all along but whose
©~ needs will now change as a result of the many . 5001eta1
- forces exerted on them. - To date, nelthor the commullty

N




college curriculum nor the techniques of instruction
have changed materially. Innovations-are few and
scattered and seem more often to be made as a

" novelty or as a means of reducing staff time or
space needs rathexr than as experimental measures ' A '
"to capture the imagination of students. (25:37) '
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Technological advances have created new demands Ffor skilled

technicians and semi-skilled workers. Taxpayers are concerned with

an efficient educational system. Parents and employers are demanding

that the system improve and expand its efforts.

John Gard er, in talking about efucating for renewal, reveals
_ g g ea

B e T A e

soiie of the problems faced oy education today when he states:

We are beginning to understand how to educate
I for renewal but we must deepen that understanding.
" If we indoctrinate the wyoung person in an elaborate
. set of fiwed beliefs, we are ensuring his early
‘obsolescence. The altarnative is to develop skills, | , o
~attitudes, habits of mind and the kinds of knowledge ' - N
and understanding that will be the instruments of ' o R
~ continuous change aund growth on the part of the
.. young person. Then we will have fashioned a system
. that provides for its own continuous renewal.
| This suggests a standard in texms of which we
“may judge the effectiveness of all education~-and
‘so judged, much education today is monumentally e
. ineffective. All too often we are giving our young E
S people cut flowers when we should be teaching them
. =, .. to grow their own plants. We are stuffing theix
g ' heads with the products of earlier innovation rather
* than teaching them to innovate. We think of the ‘ T _ o
‘mind as a storehouse to be filled when wé should be o B T
- ~th1nk1ng of it as an 1nstrument to be used. '
“E(9 21-22)
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Thele are faculty and admlnlstrators concexnea about“the monumentald

P S e i T A

Tilneffectlveness of edUCathn who have sought for ways to correct the;‘

'condltlon, but have met wmth reSlstance and 1ack of support for. thelr

",1deas. As'both an instructor’and administrator, I have experlenced

Eralyres 1o

F“-concerns for students and for faculty whc both need and de31re to brlngffd;j74'
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about changé. As a new "fired-up" instructor in a four-year college,
I found it difficult to introduce any new ideas in my department.
It appeared to me that the administrator was more concerned with

"running a tight ship" than encouraging:faculty members to develop

new ideas.

When I moved to the community college, I had a dual role,

aduninistrator and instructor, working with both Ffaculty and students.
- .

There were new horizons to explore, new approaches to learning and

new methods of teaching to investigate. But there were students to

‘be taught. Where was the time and money to release faculty to investi-

gate, to be innovative and creative, and yet insure quality education

for the students? It was my_responsibility,‘together‘wiﬁh others,
to try to make this possible, and also to stimulate faculty to’attempt

innovations.

-

These and similar concerns have led me to speculate on the

,'relationship of the administrator to innovation. What kind of role

. “does he play? Though it is recognized that there is conflict

" between the leadership role, which focuses on.initiating changes, and

- -the administrative role, which is concerned primarily with maintaining,

 there are times when the administrator must wear a leadership hat.
It seems in order to propose that the administrator may assume a

'fleaaership role in the' innovative process. In this leadership role -

~. he would be concerned with the "initiation of a new structure or
., procedure for accomplishing an organization's goals and objectives,’

_ or for changing an organization's goals and objectives". (17:98) B

| Would' the admimistrator actually do the innovating, would he assume ~ -« . -

Boh o= ez
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i a supportive role or might there be instances when he would do
’» . ) .
o ' : ' :
i both? ‘ . : .
- ' ‘ A
x\{% “,
i : - » Purposes of the Study | , x
Aﬁ . . ) . ’ . .
g% It Was the purpose of this sLudv to (1) state the ratlonale for )
13 . ‘
i administrative support of an innovative climate; (2) determine what
‘role selected administrators think they should play in fostering an .-
innovative climate; and (3) recommend guidelines for administrators
in fostering an innovative climate in the community college.

Significance of the Study

What does an administrator do to introduce innovative practices

iﬁ the community college? One of the contribﬁtions of this study.‘
r.couldvbe'to suggest guidelines £§ administrators who are interested
Jinioreating a climete conducive to the initiation of innovation.
Faculty members concerned with improving 1earnihg might find'ﬁhe.‘ i'f'
Study ofvvalue-toAthem. It oould help them to‘determiﬁe.what they -
rmightrdo:ana assistence they counld hope”to receive, Shoﬁidfthey’ohoosei

to introduce innovative practices.

Educatlonal 1nst1tutlons are foroed to. extend thelr resources to -

4 fj7 accommodate increased numbers of students, and the tdx~pay1ng communlty=‘o7f‘

‘;eE is conoerned with the Cost of education;' ThlS study could sug gest

Yt AP AR i et s
N A oo

7;measures_which,would contxibute to moxe effective'use of resources;

As-a prospectlve admlnlstrator, the study should as 1st'me in“

estiimpe st ARV

Q;sdetermlnlng What role the admlnlstrator plays in adoptlng and 1mplement~‘”"

0 0T ity

tf?Aiingiinnovativeipractices; It could also serve as the basls‘for further
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‘Community. College. As such they constitute a small sample.

Limitations of the 'Study

There is no built-in evaluative research in +he study. There
was no attempt to consider specific innovations nor to evaluate the

effectiveness of any present practices in the community college. The

concern was for the administrator's role in fostering innovation.

‘The actual interviews associated with this study werxe 1i@i§ed to

. 3 ' .
‘administrators in member colleges of the League for Inndévation in the
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',enCOuraginq creativity by faculty members, stimulating them to devise

CHAPTER IT

SURVEY OF THE LITERATURE RELATING TO
- INNOVATION IN EDUCATION

There is a growing body of literature on change and innovation.

-

This literature is descriptive of the processes involved. There is
very little.definitive literature on the administrator's specific
role in change and innovation. Therefore, this review will be an

attempt to identify literature which has implications for administra-

tors contemplating change and innovation in their institutions.

B. Lamar Johnson, in his foxrthcoming book, states:

o Clearly the role of the administrator in encouraging
~ innovation is of central importance. The administrdtion
of an innovating college must be committed teo promoting
. new-institGtional developments and must take leadérship
in the formulation and faculty acceptance of college

T f-obﬁectives. Within this framework foz change, it must

- provide funds to make innovation possible and it must
involve faculty members in the planning of change. (21)

Dr. Johnson cites the importance of providing financial assistance,

allowing those affected by change to pé;ticipate in its planning,

‘and use rew approaches to teaching, and‘allowing them the right to fail

“as “egsential“elements in planning innovation. He discusses the value
. of visits to centers of innovation, educational conferences,‘literature;

;fdﬂtside agents'of\change; budgeting;for inthatiOn,‘providiﬁg special;f
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facilities and services for teaching, and faculty planning and develop~

R R

nent sessions’'as instrumental in introdueing innovation. Students

YAy At Frmale SIS v bt sofase v

have not been used to any degree as agents of change. (21)

Carlson, discussing the introduction of programmed mathematics

in Pennsylvania and West Virginia high schools, places major emphasis

on the school superintendent. He (the superintendent) is at the focal

point since he makes the final decisions. Carlson also indicates that

visiting dnstitutions using innovation increases the rate of adoption

of new innovations. He further reports that innovators tend to seek

advice from more persons outside their local areas. (3)

Rosg, in considering the adaptation process, one closely related

to change, labels the local.- admlnlstrator a

s the most significant of

all adaptors. He contendg that the adninistrator should celiberately
push*for and’ introduce change. Administrators wh0'adapted viewed

. their Whole staff .as a team ox a»functioning unit. These administra-

‘tors tended to have simpler patterns of organization in their schools.

‘Their leadership and organization tended to be more coordinative and

vhfless'directive., These administrators 1ntroduced sufficient flexmblllty

~ dto make it easier to- carry through on the 1ntroductlon of change.

';'Ro

Ss stressed ‘the 1mportance of involving, in the process, those who

'=are affected by change, OL helping teachers become aware of possmbllltles‘

'”vefor change and glVlng encouragement to those who seek change. (29)

modd in hls study of the administration of change, concludes

'i"that the school superlntendent is a major force in 1mpxov1ng a school h “

\system and that the primary responS1b111ty of “this 'individual is to

j_<!1n1t1ate, actlvate, manage'and 1mpLement‘purposeful'Change in a school_

Fherba L it f

sl

_”f;system. (32)
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Gibb states-that it is the responsibility of a-leader to stimulate.

effort, caﬁtuée the imagination, inspire, coordinate efforts, and seive
as a model in an organization. He views the leadexr as a catalyst, a
resource person aﬁd’a consultant. Gibb maintains that biocés to inno-
vation aﬁd creativity include poor communicatioﬁ, fear, and forces

- which.increase dapendence. Administration, to foster innovation, must

remove fear, blocks to communication, manipulative coercive acts, and

increase trust. (10) . o - :
Gould indicates that the educational leader has a responsibility

to create, internally and externally, a climate for acceptance of

.
.

change. (13) | .

Upton declares that the faculty'is the key to producing change

;ahd that if they are not ready for changeuitkwill not occur. The
'administrator must create the cliﬁate fo:, and must be st:onglf
‘dqmmittea to, change, in order for it fo coﬁe about. (33)

Coopér contends that faculty development programs which stress

3

faculty involvement and administrative support for encouraging inno-

[y

..vation, travel to professional meetings, reduced teaching loads to
permit instructional 'experimentation, all contribute to faculty parti- * .

cipation in innovation. (4)

‘Dale states that change'is'noé sought byvmost members.of.a7,

' chlege since iﬁlis often troublesome and createé‘Waves.} Hé‘alsoﬂf_
’ihdicates that‘cufricﬁlarkinnévaﬁions are coﬁﬁingén£ on theydeVelopé
" ment of“specific'course obijectives, changes iﬁkmethods Qf é§§1ua£io£f,ff“'7“”
 f~vaﬁd pngrams of reseérch and development. (6)

. Abbott contends that the bureaucratic structure of schools

R R O N
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, certain amount of dis satisfactio", there is no need to search for new

‘alsa advocates attention to appropriate goals, communication and

iessential for innovation. (26)
Downey suggests that the’innovatox}serves as a dissatisfaction
‘kagentwwho~pxomotes condi ons which encourage a desire to change.
’The innovator must planand guide change, antiCipating poss1b1e .
1-cconsequences. Thevinnovator also has a responsibility tOfplan for
‘71fevaluation;xelatedrto'innovations..‘Such»an appraisal,gives~directiont‘
cifor;further-change: (7). o
“ Wonthen warns that innovation hy jumping on a bandwagon will not {i
. o g i
:y;ast;, He also emphasizes the danger pf.innovation by;administratiVe' ?
*aniat. The effectiveness of. innovation depends on the acceptance and ié
fcommittment given it by professionals, who, unless they play a part | g
A:in inventing or selecting it may sabotage it. He suggests that 3 g
; i
f:suocessful innovators recognize‘and apply theotries of change, involvej‘“ E
lifstafi in- the selection and implementation of the innowation, planyfothlq’ :
tlfﬁevaluation, and plant seeds for continuous experimentation. (36) §
ériffiths proposes that the major‘impetus for change comes. from §
'3f;the outside, and that‘the degtee and duration of change are directlp :
iﬁ]Ptoportiona] to the 1ntens1ty of'the external stimulus.: qhange_glsqg;ijf

ofrom~bureaucratic contral. In discussing innovation, he- states that

disequilibrium becomes an occaSion for change. Unless there is a-

alternatives. (1)

Miles shares similar views Wlth Abbott in urginq a change from

lthe'bureaucratic structure as a means to fostering innovation. -He

’

- PR I | - ‘- sy . ) MU ‘ - " : < . ) ‘ ’n"’v',."'l s . - v
more eguitable distribution of power and organizational climate as:
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tends to occur. fxom the. top down, nok from thembottom'up, Griffiths.

also suggeSLS that the more hiexr arohlcal the organlaa 10na] struoture,

, the less the pOSSlbllliy of change. (15)
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Brickell-oontends that administrators mast be convinced of the

values of instructional innovations since they are the ones who intro-

NS ACRA v sk

duce innovations. Administrators and not teachers are the agents of

change. The superintendent frequently is not the source of innovations,
but unless he gives his attentlon and promotes the 1nnovatlon, 1t w111

not be introduced. Visiting a successful innovation is a most persua“

.

'sive way of learning about innovations. Innovators shou1d7take note -

that new programs may arousevfeelings of’inadequacy,vwhioh should be

»~

. .distinguished from resistance. Innovations which fail usually are

Vaue5to,staff inability and not from conscious or unconscious sabotage. (2)
’Keusoher‘defined,oharaoteristiCS“of"opennessrassooiated'with thef

.~tendency to innovate, and closedness‘assooiated'with.rigidity and

,;it_inflexibility. Characteristics found in innovative;oolleges were: . close
:751oontaot.with~environment, olearlyf&efined goals,'adequate planning and @
preparatlon for change, - olearly defined de0131onﬁmak1ng procedures, and

open and functlonlng channels of communlcatlonm (22)

.

Johnson, on several occasions, has suggeSted~that junior oolleges
S appolnt a V1ce~pre31dent for heresy, a staff member wrth no admlnlstra~'f

'rKQJ“ tlve responsnbllztles who woul.d develOP new Pl ans - for the collegeS'

'iéfsappllcatlon. He also squestS,that an éxPerimental gollege,should be

'nn_f:commltted to researoh andfevaluation, operate on'defined-objeotives;

and opportunlty for faculty to Work together on program

xﬁianﬁ;hg#ana development and utlllze outslde consultants.u

(19 20)’“'
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Lombardi states that innovation takes place where an administrator

encourages a staff to try out new ideas. The administrator's task is

to éuide the experlment; provide funds or additional personnel.

A e T R o R b

. Another method to encourage innovation would be to establish a center
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in the tollege, whose main purpose would be experimentation. He
'Wath'that colleges must be alert so that they do not slip back into

smugness, become rigid, or lose their experimental fervor. (24)

Gardner, in writing on innovation and creativity, asks the
L. . N .

oL

“question: "Is it possible to foster creativity?" and it would seem
‘that innovativeness could be substituted.

The- question is not easily answexed. Popular books
~on the subject seem to be saying that the trait in question
is like a muscle that profits from exercise (and the impli~
cation is that you too can bulge in the right places).
Or they may take the line that creativity is a communi- ; 2
cable secret like a golf grip or a good recipe. But o
. .research woxkers believe that this trait and the quali- ‘
. " . - tiés of character, temperawent and intellect that contri-
' . -bute to it are laid down in childhood and depend to a
" considerable degree on relationships within the family.
'7jlWe know too little about these early influences. RIS
o As far as adults are concerned, it is not certain [
 'whether anything can be done -to supply creatiwvity that o
.. -is not already present. But much can be done to release -, . o
“ ff;["e%the potential that is there. It is the almost universal ' :
i -+ testimony of people who possess this trait that certain
i *~‘u‘“ [kinﬂs of environment smother their creative impulses and
v ' .. .other kinds permit the release of these impulses. The
‘ 7 society interested in continuous renewal will strive to-
i ,f:« ~be a hospltable env1£onmene for. the release of creativity.
4 ) (9 34-';15) . '

InnOVatlon, Lhe repoxt oL the InV1taelonal Naelonal Semlnaf 'on

. ,'f7the Experlmental Junlor College, in addltlon to the three major papers"

e

"e:presented,fccntains;material-taken from-the taped records of the S
discussions at the conference. There were discussions on how change

'_fifiSTbrgught‘about, inaresponSe’to thefqpestionven WheeplaYé}the major]._flff

R R T P e T
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- visits to centers of innovation, budgeting for innovation and faculty = °

»

role in creating experimental education, the administration or faculty,

this.comment was made: . .
' I would say it takes both. And it takes o j'(., |
them in pretty big measure. The administration o .

creates the atmosphere, then the faculty goes
ahead and creates the program. (18:18)

Another comment on the atmosphere:
. We are very much interested in creating
an atmosphere in which change can occuix=-in
" .which the faculty member can affect what
' happens around him and where he is encouraged
‘to try to come up with new approaches. (18:19)

Three reports fxom conferences at UCLA report vecent experiences"
"~ related to innovative pnadtices in community colleges, aids to innovation

and experimentation. The accounts have relevance to the facilitation

of innovation in the community college. . Hatch discusses the importance

6f-climate, faculty,_admihisﬁrators and students. (16) Tirrell cites E f~";'g‘f ;,

the ‘value of faculty workshops and in-service training when innovation

‘_.;is'contemplatéd. (31) Laughner,,Graham’anleellman relate the role of

e .

fVinvdlvement'ihVianVation‘respectiVélyg.(23114135) | "';f"‘gﬂj§<“
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’ CHAPTER III
{ RATIONALE FOR ADMINISTRATIVE SUPPORT - : |
v - o - OF AN INNOVATIVE CLIMATE | ,
! o F
The rationale for administrative support for an innovative ;f-h
' . . o ' ' . o
‘climate has its roots in the belief that faculty should be involved !
’in policy and decision-making in the college. Walsh, in talking ‘lé
iabout encouraging constructive faoulty*a@ministrator relationships, ;y%
'~upoints out: "There should be organlaatlon to allow and encourage <}§
» - i
oo . I
- the faculty to part1c1pate in all dec1s1ons that affect the1r work ‘
'"?and welfare" (34 145)
M~dsker, in cons1der1ng the rmplloatlons of soc1al ‘and cultural R rlﬂf;
“{fchange for Jjunior college admlnlstratlon, states.
At the instit utlonal level one of the rmportant
e grolps to be concerned.is the faoulty without whose
"o deliberation and concensus there can be no effective e
'gjsettlng of goals. Thus, the administration must T RS
~_become the catalytic agent for effectlng agreement o R
on goals. (25:36) : ' | ,
Ifqthe;faculty is~to be involved,insdecision~making and in_ other
\fgﬂ7 actlv1t1es affeotlng tnem, then it follows that a cllmate or an atmos—
phere must exlst which encourages thelr partlcloatlon. ThlS cllmate
bﬂf 1s related to the "openness" dlsoussed by Keusoher. (22)
Gleazer stresses the necess1ty to oreate and insure an enV1ronment
of respons1ble 1nqu1ry and 1ntellectual curlos1ty (12)‘uThngatmosphetéffffﬂ:n7"ﬂxj’
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is implied. in Lhe notion of freedom and 1ts 1mooxrance uO*Lhe

-

‘and the oollege. O'Connell writes:_'

This feeling of freedom is a vexry nebulous thlng.
It pervades an institution or it does not. It is a
preciocus thing for a faculty to have and nobody
generates it or stifles it in anything like the same
measure as the president. Establishing this atmos-
ponere of freedom may be the most important thing a
president of a new college can do for his Ffaculty
after seeing to it that they get paid. Nurturing
this freedom and defending it are perhaps the most
é | important continuing responsibilities a community
B o college president has after recruiting faculty who .
f

can use the freedom provocatively and responsibly.

O'Connell continues:

I stress this atmosphere of intellectual
 freedom because I think it is a crucial mattexr
- in which community ‘college administrators have
not been as perceptive-and bold as we oughu to
be. (28:118-119)

A

It is abundantly clear that the administrator is a central figure = -

" creating this atmosphere. walsh concludes:

- The primary responsibility for encouraging
~ constructive faculty-administrator relationships
o.in a new community college rests with the president.
~His is the role of leadershlp that challenges and
coordinates individual and group effort in what

Bauer has called a "unified dynamlc process"
(34 151) :

It wes noted that administrators, by virtue of their authority

© .and the faotlthat teachers‘are,hot seen as,changeAagents'for‘ianVations,

'F»bfimajor scope,,are Ley persons in the 1nnovat1ve procees._ Admiftedly, '

\adm1nlstrators may have Lo prOV1de the lmpetus Ffor change, yet, their

.

So’ most Jmpoxtant 1eadershlp respops1bllwty in relatxon to 1nnovat10n mav

R i ettt St b
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be to create a clrmate conducxve to the process.
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" The responsibility of administration in re-examining
the educational program is best fulfilled by generating
the initiative for change. It should be the electrical

system. It should not become so occupied with adminis-
trative detail that it overlooks the most important
responsibility of the institution, namely, Lne program.

.(25 37)

3 p T o S
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Gardner, in writing on change, states:

T am less interested in inducing any particular ,
change than I am in fostering and nourishing the condi- ;
tions under which constructive change may occur. : -
(8:51) -

Miles, in discussing innovative persons and groups, states: s

 Most innovations appear to be stimulated,
triggered, shepherded and nurtured by some active
person Or group, either external to or within
the,"talget" (innov atlon rece1v1ng) systemn.
(27:639)

'Ross echoeS‘these sentiments when he says thals: ..

Vastly more must be done to involve those who
-must change 1f we are to adapt, and to involve them
-so fully thatgthe participant’'s conceptlon of the
o importance of the enterprise and of his part in it o
'.  will be enhanced. (29:427,428) o | S

“He continues:' ' 5 . ST

; What is required is an admlnlstratlve and
'superV1sory setting that helps teachers become
~aware of possibilities for change and gives S o

encouragement to change. (29:427,428) . _ . R

‘Both change'and innovation refer to new methods, customs»and

fjalternatlves., Innovatlon is thought to have a dellbe:ate quallty

'iiflmplled We usually thlnk of change and 1nnovatlon in connectlon W1th.

e e e R e
RS ool Kb e

’a problem to be solved or a condltlon to be altered and this conveys .

f;purpose to the activity. What is the nature of 1nnovatlon and change e

" which makes participation so essential? . -
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Change is often perceived by individuals as a threat to thelxn

security, status, or challenge to their competence and involving a
g g

.degree‘of uncertainty. For: these reasons, they resist change. (30)

These reactions can, to a degree, be overcome by making certain that

1

' change is indicated, that there is caréful planning'of change, that

-

the reasons for change are communicated to those affected, and

Y *

probably most important, involving those afifected in the entire process. (11)

Faculty support for innovation comes by involving them and encouraging

“them to innovate xather than forcing innovation upon them.

The rationale foxr the administrative support of an innovative

climate is aptly expressed by Gibb:.

‘ Our assumption is that blocks to innovation and
. creativity are fear, poor communication, imposition of
motivations, and the dependency-rebellion syndrome of
- forces. People are innovative and creative. The
. administration of innovation involves freeing the
- . creativity that is always present. The administrative
- problem of innovation is to remove Ffear and increase
 trust, to remove strategic and distortional blocks to
. open communication, to remove coercive, persuasional
- and manipulative efforts to pump motivation, to remove
© the tight controls on behavior that tend to channel
creative efforts into circumvention, counter strategy
.~ and organizational survival rather than into innova-
' ‘tive and creative problem-solving. (10:65) |

Ce
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. g ' CHAPTER IV
JINTERVIEWS WITH SELECTED COMMUNITY COLLLEGE ADMINISTRATORS
In an effort to determine how administrators viewed their role
in fostering an innovative climate, it was deemed valuable to interview
-administrators located in colleges which evidenced innovative prac—
tices. 8ix chief administrators, two deans of instructions and
one research and development officer representing colleges in the
League for Innovation in the Community College were informally in- :
terviewed. Since these colleges have undertaken a number of inno-
~vations, it was believed administrators representing the colleges
~ could contribute insights into the nature of their responsibility
~ in fostering an innovative climate.
The administrators were unanimous in stating their belief that
. an administrator's role is to create a climate conducive to inno-
~vation. They indicated that creating a climate involved stimulating g
- faculty to try out new ideas, communicating to the faculty that their
ideas were welcomed and encouraged. The administrators admitted that
innovation has the potential for success or failure and emphasized the .
~importance of conveying this to faculty. Administrators agreed that ‘
~ faculty should be reasurred that if the innovation failed they would
~..not lose their jobs. g
1 - . ¥ B ~ .
143 . ‘
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The administrators shared the belief that provisions ‘should be
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% nade. to telieve faculty of some of their instructional respons1bilici s
{ in order that they might devote the needed attention to the innovative .
1 .
%% project. The administrators interviewed were equally concerned with A
i} . . , | - ~ ‘
}j 3: . 3 . ' y A " (O
i the financing of innovation. If the college desired its faculty :
3 ’ , ' ‘
(\ - . . : ) .
it members to innovate, it must provide the money required. "Put your :
i1 , - . . S
4 o y . : : .
i} money where your mouth is," was the comment of several administrators. :
One administrator emphasized the necessity to secure good in- i
structional staff, believing that these individuals will find the :
best ways to teach and will also seek to improve instruction. This
administrator stated that innovation and creativity could be en-
couraged through orientation programs; by the example of the adminis—~-
trator, his knowledge and use of instructional approaches and technology, |
“establishing a setting in which they might occur such as thiough
\g-buildingrdesign and’ construction; and availability of_Supportive
it . staff and financial resources. R R S
§% Several administrators stressed the importance of the faculty o
g membex setting student performance objectives, as a part of the :
ot . &
% ;- . . . ‘N
i “innovative instructional projects. .
5 Another administrator stressed the importance of creating an B -
t . atmosphere of freedom, and setting aside a specific amount in the ?
18 s * . »
1 o , ' - ' | E
%% - budget for innovation. Those who benefit from the financial assistance -
. ) s . ’ : e . : 5
et : . . o . ) . . Ve
gr - submit.plans for their projects and the results of their work. It is ;
§§ . .also essential, he contends, to assist faculty in planning for the ]
it BRSPS L , , : S - T ;
i ¥ o . N . A
T B s . ' ‘ :
§§ © evaluation of their project. » :
i  The administrators were in agreement, too, regarding the. necessity o i
’Tlibﬁrfinancial{support'forjinnovation.fiCreatingtaﬂolimate-ishofenogvalue;a_jfg;
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other responsibilities.

‘Unless it is supported by financial assistance and released time from

They agreed, too, on Lhe necessity to :ovwde

~such supporting services as. secretarial assistance, audio-visual

.

technicians, writers and artists.

Moxe specific comments by the administrators included:

Probaoly the most 1mportant is the right to fail.
_Getting people to think, keeping them excited, argulng
with them to keep moving o stay on top as they won't
stay on top Iox long unless they keep up.

You can nag, pry, prod, but you can't enforce or
you stifle. DProvide a setting through use of resources.
Buxld stars, that is, give faculty who do innovate the
praise they deserve; call attention to their efforts.

_Share their excitement with them.

, The most crucial element to innovation is an ex-
~ cellent staff., There is no merit in innovating for the
' gake of innovating. When there is a reason for inno-
vating, you should establish a settlng in which it would
~be possible for 4 teacher to use his imagination.
Bulldlng design, construction equipment, readily avail-
"~ able and ‘in good condition are conducive to innovation
, Q>and help to create a situation in which things might occur.
" You must also work with Faculty to prevent them from'

becommlng set in thelr thlnklng. o

; To tell faculty to 1nnovate is- rldlculous. You have
~to set a climate and make them want to 1nnovate. Calling
for a spirit of adventure but not bemng W1131ng to pay
for it, is of no value either. - You must have some plan

« . for financing innovation. . ‘

These comments ev1dence Lhe admlnlstrators belief that thelr

”77key'role ia to create a,climate condﬁqive to 1nnOVatlon. They

also afflrm the 1dea that 1nnovatlon requmrcs a commlttment Lo 7;’}

adequately plan.and sueport abt1V1tleS of an 1nnovat1ve nature.if o

..
e
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CHAPTER V

-

RECOMMENDED GUIDELINES FOR ADMINISTRATORS
IN FOSTERING AN INNOVATIVE CLIMATE
IN THE COMMUNITY COLLEGE

v

-

In discussing the background which contributed to this study
it was stated that it would be desirable to determine the role the
admninistrator plaved in.fosterihg afclimate conducive to innovation.
A review of the literature and interﬁiews with seleqted administra~
.Ltors in community colleges have contributed to the formuigtion,of
these suggested guidelineé.
1. Administrators must be prepafed td accommodate increasing
’hﬁmbers of students and demands by the public for efficient
educational operations. Tt is in ordei to suggest that .

administrators begin immediately to plan to prepare

ﬁfaculty for'change before they are completely overwhelmed e

v
.
.

with the demands of effective education.
2. Administrators should recognize that faculty may not take

the initiative in introducing innovative practices. If

«administiators wish to have faculty participate in innova-
~'  1‘:ion they should be prepared to use a variety of incentives
to stimulate them.‘ This may include use of outside consultants,
visits to inngvating institutions, éonfexehcés,‘and wérkshOPsi.

, both,away and at the home institutions.
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Administrators must be prepared to 'involve faculty in the

planning and implementation of innovative practices.

Administrators should grant release time to those faculty

*

who engage in innovation.
Administrators will recognize that initiating innovative
practices requires additional finances and will set aside

specific funds in the budget.

~Administrators will recognize the necessity to evaluate

3

innovative practices and will provide assistance to faculty

in this area.
Administrators will recognize the need for supporting
sexrvices, i.e. secretarial, audio-visual, and provide this

assistance to faculty.

A&ministrators should be prepared to share faculty excite-

ment over successes they experience. 1In this same vein;

.
.

they should encourage faculty ‘when,the "going gets tough®.

Probably most important, administrators should make it clear .

 by both words and actions that the faculty member who

~embarks on innovation will continue to be supported should

AL .
.

his innovation not be successful.

Administrators would Ffind it advisable to require faculty

~to submit their plans for innovation,»including‘performance

- .

objectives, and to ask them for perisdic repqrtsyon_théir‘

pProgress.

' Administrators might wish to run Keuscher's studf, to deter- .

. mine initially if an innovative climate.eéxists in their college.
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CHAPTER VI

. 'i  " SmBARY AND CONCLUSTONS

‘Commuﬁity colleges face increasing enrollments and demands‘fox-
more effective and efficient education. They are faced with the ne-
ceasity to intxodﬁce innovative ways to improve the.educational
program and eXtend the ré$outces, both financial and human,'currently
 available to them. _

Administrators ave key persoﬁs in the introduction of inno-
vative praotiéeg. Thé purpose of this study was to determine the
role of the administrator in fostering an innovativé cliﬁate. Re~

 view of the literature indicated that the administrator not only

should set a climate for innovation, but might well be the key agent E : i

.. v

for change.

Administrators who were interviewed believed it was their re-

- sponsibility to set a climate for innovation. 'This included providing
financial and supportive ‘assistance, release time, allowing faculty

~the right to fail;‘andvencOuraging‘and stimulating them to attémpt

. . . IS

E

“innovation. .

Guidelines recommended for consideration by administrators con-

"

'templating initiatin@ﬁinnovations include the important of: (1) plannihg

 ;er"change, (2) recognizingithat faculty may not take-the initiative .

in introducing innovations and may require considerable "prodding",

L
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‘success or failure of their innovation, (9) requiring faculty to plan

~and report on their projects, (10) determining the presence or absence

innovation. Each college must decide whether or not it is innovating

']it. It is the responsibility of each college, and where possible to

achievements in learning and their success in future college work or

occupational careers. | Lo,

~of the most critical relates to preparing administrators to facilitate.

innovation. If we believe that’'this is an appropriate and desired
. ) ’ ‘ ‘: “ ’

N

(3) inVolving facultf in piannihg'and implementing.innovations,

(4) grénting release time to faculty who éﬁggge-in innovation,

(5) providing financial support fox innovaﬁion, (6) eﬁphasiéing
eﬁaluat@on of immovative practices, (7) providing suppoftive services,

(8). instring faculty that their positions are not dependent on the

of an innévative.climate in the c?llege, and (11) studying their

brganizational structure to determine its influence on innovation.
'Innovation is a demandiﬁg, yvet éxhilarating taék. It is far

from being an automatic.proéess. It is up to each coliege; in its

own way, to decide the approach it will take in initiating and encouraging

for the sake of innovating, or because time and circumstances demand

work With other colleges, to pléh, develop, implement, and evaluate‘its

innovative practices.

The ultimate success of any innovétion is measured by the students’®

This study leaves questions unasked and unanswered. Perhaps one .

role, what are we doing to better equip the administrater to function

. X

in this capacity?
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